A typological analysis of the management-related documents that Spanish university libraries show on their Web sites is provided. The paper discusses about the structure and contents of the Web pages; provides some analysis on the location of the documents in the pages; and presents a view of document changes after 1 year, taking into account their presence and currency.
Introduction
Like other public and private institutions, university libraries are starting to offer management information about themselves to their users through their Web site -an efficient dissemination tool that they all have. Besides providing information, managementrelated documents contribute greatly to creating a good image for the library service, and therefore they should be present in all library marketing plans.
This paper follows the line of others that have analysed the different aspects of the contents, form, structure and functionality of the information offered by the university libraries on their Web pages. There have been many studies, both in Spain and abroad, in the last few years. The purpose of Borrego's study (Borrego, 2000) , which includes a complete bibliography, is to explain what information Spanish university libraries (SULs) give about their own management. We analyse the types of documents with respect to their functions, instruments and management techniques. A second objective is to see how these documents have changed with time, and to what extent they are reviewed and updated.
Libraries normally classify the information they offer on their Web pages into four groups: information about the library itself, information for reference purposes, information for research purposes, and information for educational purposes (Cohen and Still, 1999, p.278) . A library's management-related information would fit into the first group, as the relevant documents give information about the library. However, it could clearly be useful also for other purposes, different from what it was originally conceived for. Having this information in the library's Web site would be useful for both the professionals working in libraries and the teachers of library science, in the following two ways.
(1) Research. We must remember that this information is essential to do any benchmarking, a management technique nowadays unavoidable to plan, organise or evaluate a library. Easy access to this information on the Web allows librarians, for example, to select centres that share a particular feature in order to investigate how or why that happens, or even to visit them and learn the details on site. It is not just useful for librarians who need to know the best practices, but also to teachers of library and information sciences whose research task, specifically their hard field-work, has been eased by the accessibility to this type of information due to the World Wide Web (WWW). This paper is an example of it; if we had had to contact each library to obtain all the necessary documents, the exercise would have been both timeconsuming and expensive. (2) Education. Although it is not of the same type as the education addressed to users to help them optimise and get the most out of the information resources, as a library management educator, the author stress that the management documents available in the Web pages are most useful for the librarians-to-be. Once we had collected the appropriate management-related documents, we did an analysis of both form and contents, which shows the management situation of the libraries. There is significant variation among the libraries. However, let us clarify that these results are not final, as the information on the Web pages is very dynamic and can change quickly; therefore, we cannot consider any situation as unchangeable. This is precisely why we wanted to know how these documents and their contents have changed with time, and tried by means of two reviews: we completed the first one in September 2001; the second one, a year after, in December 2002. During the course of this research work, we saw that there had been some significant changes; for example, in the number and order of the libraries in the directory we chose to use; there were changes even in both the structure and contents of some Web sites. On the other hand, this situation is logical, as Web sites must have an open structure and be continuously reviewed and updated. We saw these elements during the course of this research.
As the goal was to carry out an analysis of both form and contents that would show the current situation of the "management-related information" provided by SULs, we did not consider some quantitative and qualitative aspects of the libraries, such as the number of students, available human resources, or the size of the collection. The stress was on what documents are chosen by the library to inform its users about how it manages itself; for example, what are its goals for the next years, what indicators it is using to evaluate itself, what its organisation structure is like, etc. The purpose is not to establish a ranking or, even less so, to suggest that some libraries are working better than others, because not having that information on a library's Web site does not mean it may not be using the most appropriate management techniques given its situation or organisation. On the other hand, we know that some libraries actually have some of these documents, but do not make them available on their Web site.
Document typology
We have considered all management-related documents as documents resulting from the execution of management functions (planning, organisation, leadership, and control), and within them the functions that relate to the management and optimisation of the library resources (human, financial, equipment, and collection). We also considered the information about the different bodies that participate in management; and also some documents that we consider necessary to provide quality services, such as suggestion forms, questionnaires and service charts. We did not start with a pre-established document typology; instead, we added documents to the table as we found in a Web page. Generally, we identified each document by the name of the link that gives access. Thus, results are normally for libraries whose Web page headings are as they appear in Table I Fees/prices (60.34 per cent) More than half of the university libraries have a link to the prices or fees for their interlibrary loans, for the document supply centres, and terms of payment. With just one exception, they all show the REBIUN (Suls Network) prices. The Biblioteca Nacional and British Library prices are also often shown.
Regulations (53.45 per cent)
This is the basic reference set of rules that all libraries should have, and therefore we have considered it separately from the above rules. The purpose of the Regulations is to guarantee the documentary information that the university needs in order to reach its teaching, study, research, and scope goals. The Regulations define the library model each university wants, the services it must provide and its organisation. Statistics are for the year before, but some libraries provide them for earlier years as well. Sometimes, it is possible to consult them by service point.
Co-operation (29.31 per cent)
This includes the activities and projects whose purpose is to facilitate access to bibliographic and library resources and which result from co-operation agreements with other organisations and institutions (universities, foundations, banks). They provide an image of the outside hold of the library. Most of these documents inform about the co-operation networks or consortia the library belongs to, the most frequently quoted being REBIUN. Some libraries offer information about their specific activity in the network, such as the working team to which they belong, and its goals.
Evaluation reports (20.69 per cent) At the moment, these are the most relevant documents with respect to the management of the library, providing information of its existing situation and what it intends to do in the future. These reports are the result of the evaluation process carried out in the library for the purpose of knowing the efficacy, efficiency and use of, and satisfaction with, the services it provides and, based on that knowledge, implementing some actions to improve. These initiatives are not isolated, but are part of a series of actions aiming at improving quality at the universities. The framework is the Quality Evaluation National Plan, proposed by the Council of Universities. With different participating universities, the Plan's goal is the institutional evaluation of the whole organisation. There are several libraries currently undergoing this process. Others have already finished it and offer various reports on their Web site in accordance with the publicity requirements of the methodology they use. The most widely used methodology is the "Catalan model", suggested by the Agency for the Quality of the University System in Catalonia, and more specifically the Evaluation Guide of Library Services. Its most outstanding feature compared with other models, such as the European model from European Foundation for Quality Management (EFQM) is the importance given to the users' opinion, as well as the stress placed on the analysis of services rather than processes.
The evaluation process has three stages, each giving rise to a different report.
( We must stress the importance of this final report, because it provides an accurate idea of the situation of the library and its lines of action for the near future. The final charts of the actions for improvement, where we find information on the specific offer, its priority, accountability, deadlines, and approximate cost, are highly illustrative. This paper takes into account the libraries that, in one way or another, provide information on their evaluation process, even if some of these libraries do not have their reports available yet.
Annual reports (17.24 per cent) These are detailed annual management reports for all library areas, services and activities. As well as Statistics, the Annual Report is one of the most representative documents with respect to the control function. With the help of statistics, the Report deals with significant aspects of the library situation, budget and funding, staff, users, premises and facilities, the computerisation process, services, and external relations. It normally provides graphs to compare the existing situation with that of the preceding years. Some reports also include the library goals for the next year.
Collection management documents
The information provided by SULs specifically on collection management is hardly significant. Practically (15.52 per cent), they just inform about the duplicate available to facilitate the exchange with other interested institutions and libraries. Some present the duplicate bulletins in different formats. We have also found information on the management of donations, how they are processed, what to do to make one, and how to access to and use them.
There is also information about the collection, but it is clearly temporary, such as the lists of magazines subject to evaluation. We did not include this information on our table because it is very biased, as there is no criterion or any details about the process. One exception to this is the Carlos III University, which allows access to the collection's Management Policy or Program, a most interesting document that serves as a guide to all activities related to, essentially, the planning, budgeting, selection and purchasing of library materials. It is considered as a decision-making tool and means of communication within the organization. Also, it is a basic instrument to train staff members who will deal with the selection and acquisition tasks.
In relation to this section, we also found the document called "Financing Policy of Journals", from the Almería University library; it explains the procedures to request and cancel scientific magazines, and to buy back issues.
Projects (12.07 per cent)
This is the information about in-progress or already finished projects. Although some of these projects are for co-operation with other institutions and therefore we have considered them in the appropriate section, there are some libraries that inform about projects of their own. They relate to computerising collections, creating digital libraries, launching new information resources, erecting new buildings, etc.
Working groups and library boards (10.34 per cent) Some libraries provide information about the existing working groups, thus showing their methodology and management system. These groups work at improving the services or solving the existing problems. In the case of Universidad Autó noma de Barcelona, where they are called "improvement groups", the information includes the following blocks: spotted problems, solutions, people responsible, implementation area or centre, result indicators, implementation date, results, and state of affairs. Occasionally a library may mention the working group to which it belongs in the university libraries network, as there are several and their members come from different universities.
With a different name -commissions -but similar goal, they exist at the Pompeu Fabra University. They are called Quality Commission, Technology Strategy Commission, and Information Resources Commission. There is information about their governing rules, functions, composition, and members.
Others provide a specific link with information relative to their main commission, i.e. the body that plans, develops and manages the university library. However, these cases are exceptional, as the library's functions are covered in all the Regulations, and therefore the information can be found there.
Mission (10.34 per cent)
We understand mission as the explicit declaration that defines in broad terms the main, distinctive purpose of the library, and which is generally used within the framework of a strategic approach (Corrall, 2000, p.79) . Although many libraries define their functions, aim, objectives or goals more or less explicitly, sometimes taking this from their own Regulations or by reference to the University Statute, just five of them have a definition of mission as above. As the definition of mission must be reviewed and updated from time to time, one of such libraries provides the date of the last review.
Plans (8.62 per cent)
We have come across some plans that could be classed as strategic plans, with lines of actions for periods between three and five years. They include the library goals. But for one exception, they all are very synthetic. The fairly detailed plan of Universitat Politécnica de Catalunya includes sections devoted to mission, vision, values, users and their needs, goals, action areas, and indicators, for each action line. The highly specific Environmental Plan of the libraries of Universitat Politécnica de Catalunya is particularly interesting.
Public announcements for selection (5.17 per cent) They are all for grants to collaborate with the library. These are the only documents we have found related to the management-recruiting and selection-of human resources. Although this information is clearly temporary, we have decided to include it here, as interns form a numerous group and are highly influential in some libraries. These announcements normally give the number of openings, their length, pay, requirements, evaluation criteria and deadlines for applications.
Organisation charts (5.17 per cent) Although many libraries provide some detail of their organisational structure, just two of them do it graphically by means of an organisation chart. This, as well as showing the existing organisation units, allows us to see their connections and hierarchical links.
Service chart (3.45 per cent)
This document informs the users about the conditions and quality commitments on which the services are provided, as well as the user rights in relation to them. The Chart is not a "tablet of stone"; it is the formal service level agreement between a library service and its clients. This agreement is an expression of the current situation and the current level of service. In Spain, the Public Administration has fostered among the State General Administration bodies, its public organisations and entities and common services, the creation of this type of document, by publishing a Royal Decree (1259/1999) that regulates service charts and quality awards in the State General Administration [3] . Its structure and contents must include, without limitation, the following: a list of services provided, basic information about the institution, opening hours, quality commitments, access to the complaint and suggestion system, and quality indicators. The only service chart that actually contains all these elements is the Politécnica de Catalunya library's.
Surveys (3.45 per cent)
Within the framework of their quality control evaluation processes, some libraries invite the users to answer some surveys to evaluate their satisfaction with, and use of, the services. The existing surveys are addressed to both teachers and students. The Universitat Politécnica also provides information on the used methodology, statistical treatment of data, conclusions, and a comparison of the surveys carried out during three academic years. This information was consulted in September 2001; in September 2002 it was no longer available.
Chart of user's rights and duties (1.72 per cent)
The Pompeu Fabra University is the only one that has this document, in a form similar to a service chart, reflecting the "mutual commitment between the library and its users". Its structure and contents are divided into four sections: space, information resources, services, and staff.
Management recognition (awards and certifications) (1.72 per cent) Just Universidad Autónoma de Barcelona provides a digitised copy of its official certification (Quality Certification) and information related to all the certification process. It is the result of the implementation of a quality system based on the ISO-9002 standard. We stress the interest of this information, as a practical example of the implementation of an ISO standard to a library service. It was available in September 2001; no longer available. Also the university library of the Balearic Islands was exhibiting, on its Web page on July 2002, the logo of an award it received in recognition of its management.
Balanced scoreboard or indicators used in the evaluation of the service (1.72 per cent) The scoreboard constitutes a management control instrument. According to professors Kaplan and Norton, it is characterised because it seeks to "measure the result in organising the future". To indicators measuring actions, it adds financial and non-financial indicators of the key factors, deriving from the organisation's vision and strategy, that will influence results in the future. It focuses on converting the organisation's vision and strategy into strategic objectives and indicators. To do this, the authors' approach contemplates an organisation from four different perspectives: financial, client, internal operative processes, and learning and growth (Kaplan and Norton, 2000) . Following this model, the Pompeu Fabra University presents a scoreboard with four large divisions: vision, key success factors, indicators, and person responsible for providing the information.
Further to these last three documentary types, with their own link, of which we have just found one case of each, there are five more that follow the same line: a library Jobs List (La Rioja), a Procedures Handbook (Santiago de Compostela), information on Sponsors (Cantabria), a Staff Training Plan (Balearic Islands), and the library's Annual Budget (Cantabria). With respect to the Procedures Handbook, although we only found one in September 2002, in September 2001 we saw that there were other cases. The Malaga and Rey Juan Carlos libraries' Web pages had links to respective handbooks: the former to Interlibrary Loans; the latter to Internal Loans and Acquisitions. Both handbooks gave details of the library's operations and "way of doing things" in those services. Also, they were providing statistics and other additional information about the services. Libraries seldom allow access to this type of internal documents, which are associated with the organising function, and are generally restricted to the library's intranet to be consulted by its librarians. In fact, we have found some library's homepage with a link to the intranet where there are headings referring to procedure manuals, but access is restricted to library staff. In other cases, there is a link called "Internal working documents", but is not always accessible by all users, just to librarians. The University of Zaragoza is an example of this.
One type of document that we found, but did not enter in Table I is the library layout. These documents are the only ones disclosing information on space management. There are not many, and some are even just partial, as they may only cover some of the sites of the library. Maps are normally shown by floor, with services indicated. Another type of map that we have found in the Web pages shows the location of the library within the university campus.
Finally, although actually it is not a document related to management, some libraries have an information block that contains different works presented by their staff in workshops, conferences, etc. They do it under the heading Professional Publications and Working Documents. It is worth remembering some of these documents as they logically deal with experiences in management techniques applied to the library.
The Appendix lists some representative examples of the types of documents analysed in the study.
Location
Location of the documents in the Web pages varies considerably. There are two different situations.
(1) Libraries that group most of these documents into one information block. These are also the libraries that make available the highest number of management documents. They normally do it through a link in their homepage using a name that encompasses all the information. The headings used are: "About the library", "The library", "Information", "General information", "Library information", "University library", "Organisation", and "Library documents". The most common documents included are the Rules, Regulations, Suggestions, and Statistics and these are found in second and third level. Some libraries leave Co-operation outside of these blocks. (2) Libraries whose management information is dispersed under different headings, not grouped together. This is a fairly generalised situation and coincides with the libraries that offer the least documents. The level where they are found changes a great deal, from the second upward, even the sixth level. Locating them was difficult when there was no Web page index or map. A representative example are the Rules. Almost all libraries have rules in their Web page in relation to the use of some service, but they do not always group them under a common heading; in some, the rules are accessed through the link for the relevant service.
One-year variation in the presence of the document types
The second goal of our work was to see how the pages had been updated, improved, and their management-related information extended, during the course of one year. As mentioned earlier, we completed the first review of the pages in September 2001, and the second in December 2002. The latter showed that 93 per cent of the Web pages had undergone some change, which was also reflected in the date at the foot of each page. Thus we say that, after one year, libraries have extended and improved the information they offer about their own management. Table I shows that percentages have gone up for almost every type of document. Nonetheless, it is difficult, sometimes even impossible, to make an overall assessment of most libraries using only the information they publish on their Web pages. Page updating was apparent in yearly documents, such as year reports and statistics. Some strategic plans whose term had elapsed have been removed from the page, but have not been replaced by other plans, as would be expected to be consistent. On the other hand, there are also some pages that have an update date, but whose links have had no contents whatsoever for more than a year. Other links just do not work. Others are clearly not updated, significantly some year reports, which, in some cases, were last updated in 1999. Table I shows the percentages of the different types of documents present in 2001 and 2002, according to the number of times they appeared on the pages. The most apparent one is the sharp increase experienced by the presence of the Suggestions link, which doubled in a year. This means that there is a growing number of university libraries that develop initiatives to be more "customer focused". Keeping in touch with customers by these means allows to monitor on an ongoing basis how they perceive the services, and use this information in a positive way to develop, render, and improve them.
Throughout the year some documents have disappeared from, and others have appeared on, the Web pages. Among the former, the most representative ones are evaluation reports, procedure handbooks, duplicate bulletins, and data about co-operation, as well as the already mentioned year reports and statistics. The most interesting new comers are: Collection Management Program, Jobs List, Sponsorship information, Training Plan, and Budget. The document type whose appearance oscillates the most is the announcement of grants to work in the library, as this is subject to the staff needs and time needed to apply for the grants.
Analysis of management information
After analysing the management information available in the SUL Web pages, we draw the following conclusions.
(1) In general terms, this information is scanty. Documents of great interest, such as strategic plans allowing to know the main action lines of the library within the framework of the university, are missing. . rules (including the regulations and any other guidelines for the use of the service);
. service chart;
. reports (including the annual report and the evaluation reports);
. co-operation;
. strategic plan;
. projects;
. statistics;
. scoreboard (or Indicators used in the evaluation of the service); and . collection development policy or program. (4) We stress the efforts initiated by some libraries to evaluate the quality of their services. This is a good indication that they are attentive to the needs and demands of their users and try and obtain data and criteria that will allow the library to keep up to date and adapt to the changing needs. On the other hand, the evaluation reports on this issue are the best source of information about the management of the library, as they allow to see the library's situation and evolution, as well as its priorities for the near future. (5) The number of documents about their own management that libraries make available on their Web pages grows significantly day by day, and therefore the differences between libraries in this respect decrease. Despite this growth and with some interesting exceptions that show how some libraries are managed professionally, in general information is still scanty and it is not possible to do an overall assessment of their management, as there are not enough highly significant documents such as year reports or plans.
Conclusions
University libraries are starting to offer management information about themselves to their users through their Web site. Not only does this inform their customers, but it also contributes to the image of the library. This paper has discussed a study carried out to ascertain the many types of management-related documents that SULs provide on their Web sites. The paper has given details on the structure, contents and location of the Web pages and has provided an analysis on the management information provided by the SULs. It is concluded that information is scanty in many cases -often resulting from a lack of a suitable information policy for determining what is published on the Web -although libraries are beginning to evaluate the quality of their services. 
